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SUBJECT:  Assignment  of  Chaplains  in  a  ROAD  Division. 

1.  PROBLEM.  To  determine  the  advisability  of  assigning  all  chaplains  within 

the  Division  to  Division  Headquarters,  under  the  supervisory  control  of 
the  Division  Chaplain. 

2.  ASSUMPTIONS. 

a.  Tailored  Combat  Teams  and  flexibility  are  points  of  emphasis  in  the 

Army  Divisions  of  today.  Under  these  circumstances  it  is  difficult 
to  maintain  continuing  effective  chaplain  coverage. 

b.  A  chaplain  or  chaplains  within  the  Division  need  to  have  authority  to 

designate  chaplain  coverage  duties  to  chaplains  of  the  division. 

c.  If  size  and/or  mission  of  unit  authorizes  a  chaplain  most  unit  command- 

ers desire  that  their  chaplain  be  assigned  to  the  unit. 

d.  Chaplains  prefer  direct  assignment  to  a  unit. 

3.  FACTS. 

a.  Continuing  effective  chaplain  coverage  must  be  achieved  and/or  main- 

tained for  all  units  and  personnel  within  the  Division. 

b.  Each  unit  within  the  Division  cannot  have  an  assigned  chaplain  regard- 

less of  which  system  is  used. 

c.  Effective  control  is  necessary  to  assure  total  coverage.  Closest  poss- 

ible chaplain-personnel  relationship  is  also  important  in  order  to 
build  needed  rapport.  These  two  needs  must  be  considered  in  formulat- 
ing assignment  policy. 
k.   DISCUSSION. 

a.  Advantages  of  unit  assignment  of  chaplains  within  the  Division: 

(1)  The  tailoring  of  Combat  Control  Elements,  with  the  Brigade  as  the 

key  structure,  would  have  a  high  percentage  of  required  chaplains 
assigned  to  the  participating  units.  Chaplains  would  be  on  hand 
and  would  have  all  required  equipment  and  logistical  support  from 
the  parent  unit. 

(2)  Chaplain  -  personnel  rapport  possible  in  unit  assignment  would  re- 

sult in  a  greater  share  of  needs  being  met.  This  condition  would 
be  further  enhanced  by  referrals  from  NCOs  and  officers.  Referrals 
are  more  freely  made  when  the  chaplain  is  well  known  and  belongs 
to  the  unit. 

(3)  Under  this  system  chaplains  would  likely  have  their  offices  and  con- 

duct services  in  or  near  to  unit  areas. 

(if)  Administration  work  load  for  Division  Headquarters  is  lighter  under 
the  unit  assignment  concept. 

(5)  With  unit  assignment^ chaplains  remain  responsible  to  immediate  com- 
manders and  the  chaplain's  efficiency  report  would  be  rendered  by 
the  unit  commander  rather  than  by  influence  of  the  Division  Chaplain. 

b.  Advantages  of  assigning  all  chaplains  to  the  Division  Headquarters  under 

the  supervisory  control  of  the  Division  Chaplain: 
(l)  The  Division  Chaplain,  having  supervisory  control,  could  arrange 
coverage  for  all  units  using  any  chaplain(s)  of  his  choice. 
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(2)  Since  even  under  the  Unit  Assignment  concept  some  units  will  have  to 

be  provided  chaplain  "coverage"  the  Headquarters  Assignment  would 
place  all  under  one  uniform  basis.  Central  assignment  would  elim- 
inate the  concept  of  "primary  duty"  vs  "additional  duty"  and  give 
only  "primary  duty". 

(3)  With  chaplains  assigned  to  Brigades  and  to  Support  Command  instead 

of  to  Battalions  some  of  the  value  of  unit  assignment  has  been 
lost, 
c.  For  details,  see  Annex  A,  Discussion 

5.  CONCLUSION.  Chaplains  assigned  to  a  Division  should  be  assigned  on  basis 

of  the  Unit  Assignment  concept. 

6.  ACTION  RECOMMENDED. 

a.  That  the  conclusion  in  paragraph  5  be  approved. 

b.  That  present  organizational  and  assignment  policy  be 


ICE  0.  sang: 
Chaplain  (Capt) 
Student 

ANNEXES:  Annex  A,  Discussion 

ACTION  BY  APPROVING  AUTHORITY: 

1963 

Approved  (disapproved), 
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ANNEX:  A  —  Discussion 

1.  Chaplain  Coverage:  Details  of  the  items  discussed  in  this  study  may- 
vary  in  different  divisions  but  the  principles  are  the  same.  The  chaplain  is 
a  religious  leader  and  a  «taf f  officer  who  continually  stand*  ready  to  assist 
the  commander  in  matters  pertaining  to  religion,  morals,  and  morale.  His  help 
in  serving  as  an  effective  leader  in  all  aspects  of  this  program  is  of  great 
value  to  all  members  of  the  command.  His  work  may  be  thought  of  entirely  in 
given  segments  of  the  total  work  as  per  religious  services,  religious  education, 
counseling  and  pastoral  care,  or  as  per  his  staff  duties.  It  is  important 
that  we  think  of  the  entire  ministry  and  how  that  ministry  can  most  effectively 
be  brought  to  bear  upon  the  lives  of  each  individual  member  of  the  military 
unit.  The  efforts  of  the  chaplain  should  effectively  assist  the  lives  of  the 
dependents  as  well  as  of  the  serviceman  himself.  This  help  would  help  to 
strengthen  them  in  their  religious  life;  it  would  minister  to  them  in  times 
of  sorrow,  sickness,  marital  difficulties,  emotional  trouble,  and  at  other 
times. 

The  picture  which  most  commanders  would  like  to  see  is  to  have  his  own 
unit  chaplain.  And  most  chaplains  like  to  see  themselves  as  a  chaplain  of  a 
given  unit.  Under  this  arrangement  the  sense  of  belonging  builds  up  deep  loy- 
alties. The  men  will  speak  of  "our  chaplain11  and  the  chaplain  of  "my  men". 
This  thought  may  appear  to  be  a  worn  phrase  but  it  does  speak  of  answered 
needs  by  hardworking  men  sharing  heavy  responsibilities  and  of  dedicated  chap- 
lains working  in  the  same,  manner.  Our  study  brought  out  the  fact  that  individ- 
ual unit  assignment  is  not  always,  in  fact,  is  never  possible  in  the  SOAD  divis- 
ion. Since  each  unit  cannot  have  its  own  chaplain  should  all  chaplains  be 
assigned  at  division  headquarters  so  that  the  division  chaplain  can  arrange 
equal  coverage  for  each  unit? 

Chaplains  are  not  assigned  to  the  following  battalions:  aviation,  sig- 
nal, the  two  armor  battalions  or  to  cavalry.  The  division  Hq  and  Hq  company 
and  the  military  police  company  have  no  chaplains  assigned.  Altogether  this 
gives  a  total  of  over  3*000  msn  in  units  to  which  no  chaplain  is  assigned  and 
who  would  have  to  be  served  on  an  additional  duty  basis.  Units  with  assigned 
chaplains  are  the  engineer  battalion,  the  support  company,  and  division  artil- 
lery. The  brigades  each  have  four  chaplains  but  they  are  assigned  to  the 
headquarters  and  not  to  the  battalions.  In  the  division  trains  the  two  chap- 
lains would  give  a  coverage  type  of  service. 

Since  all  individuals  in  each  unit  need  to  be  effectively  reached  any 
system  would  assign  responsibilities.  The  5th  Infantry  Division  (Mechanized), 
of  Fort  Carson,  Colorado,  has  been  organized  under  the  ROAD  concept.  Their 
division  chaplain,  Chaplain  (Lt  Col)  John  F.  Cagle,  believes  that  all  chap- 
lains should  be  assigned  to  division  headquarters.  He,  too,  sees  that  the 
assigning  of  these  responsibilities  and  supervising  the  chaplains  performing 
the  work  would  be  very  difficult.  Chaplain  Cagle  states,  "Effective  supervis- 
ion by  the  Division  Chaplain,  alone,  would  be  most  difficult.  Intermediate 
supervisiors  would  still  be  required  even  if  all  chaplains  were  under  the  op- 
erational control  of  the  Division  Chaplain.  This  could  be  accomplished  by 
assigning  senior  chaplains  the  responsibility  for  direct  supervision  of  the 
chaplains  supporting  a  given  number  of  units,  in  addition  to  his  other  duties." 

.'.  A  good  system  of  assigning  responsibilities  is  necessary  to  assure 
coverage  for  all  units.  Supervision  of  the  work  would  help  to  assure  that 
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personnel  of  the  command  were  being  served  effectively.  By  use  of  division 
SOP  or  by  a  directive  the  division  chaplain  can  designate  responsibilities 
for  coverage  and  for  supervising  of  coverage  for  the  units  without  chaplains 
assigned  to  them.  This  arrangement  would  be  necessary  only  for  the  units 
mentioned  above/  having  approximately  3,000  personnel.  Division  trains  chap- 
lains would  minister  to  the  personnel  assigned  to  division  trains  but  at  the 
same  time  would  operate  under  a  policy  whereby  brigade  chaplains  would  cover 
those  people  serving  in  the  brigade  mission  or  area.  In  division  trains 
there  would  be  one  of  those  intermediate  supervisors  which  Chaplain  Cagle 
speaks  of  as  being  necessary.  Division  artillery  would  also  have  an  intermed- 
iate supervisor. 

The  brigade  offers  a  fine  intermediate  supervisory  chaplain  arrangement 
since  the  TD  provides  that  one  of  the  four  chaplains  shall  be  in  the  rank  of 
major.  This  affords  the  supervision  that  is  needed  and  it  gives  valuable 
supervisory  experience  to  the  brigade  chaplain.  The  brigade  is  the  key  combat 
building  block  of  the  division  and  by  tailoring  it  as  per  battalions  to  be 
assigned  and  other  units  which  would  be  attached,  along  with  the  fire  support 
which  it  is  given,  many  varied  types  of  missions  can  be  accomplished.  The 
tailoring  of  the  combat  control  elements  can  be  done  at  various  levels,  even 
from  outside  of  the  division. 

Isn't  it  wonderful  that  within  that  very  framework  we  have  four  chap- 
lains assigned  with  provision  for  supervision  within  the  organization?  Think 
of  it!  These  chaplains  are  always  ready.  They  have  their  jeeps,  other  equipe- 
ment  and  supplies.  The  men  making  up  the  brigade  will  feel  that  these  fchaplains 
are  theirs  and  the  chaplains  will  feel  that  these  are  their  men.  Now  it  is 
true  that  they  cannot  know  each  other  in  the  way  that  they  would  if  the  assign- 
ment would  be  on  a  battalion  basis.  Still  we  keep  them  working  together  on 
the  basis  of  the  smallest  possible  number.  Chaplain  (Lt  Col)  Goldie  of  the 
Combat  Development  Command,  Fort  Lee,  Va.,  is  of  the  opinion  that,  "Chaplains 
should  be  assigned  on  as  low  an echelon  as  possible  while  still  retaining  op- 
erational flexibility  for  denominational  coverage  and  rapid  response  to  emergen- 
cy situations." 

Chaplain  (Lt  Col)  Richard  R.  Bell  who  is  Corps  and  Post  Chaplain  of  XVHI 
Airborne  Corps  and  Fort  Bragg,  Fort  Bragg,  North  Carolina,  is  of  the  strong 
opinion  that  the  unit  assignment  concept  should  be  used  in  the  division.  He 
stated: 

The  assignment  of  chaplains  to  division  headquarters  would  create  many 
difficulties  in  the  area  of  pastoral  relationship.  In  visiting  the  hospital, 
stockade,  and  all  other  pastoral  relationships,  knowledge  of  the  man  other 
t  than  through  casual  meetings  would  be  impossible.  Today  with  unit  chaplains 
much  of  the  assistance  which  we  are  able  to  give  is  possible  because  we 
know  the  unit  and  the  leaders,  and  this  provides  valuable  information  for 
our  assistance.  Granted  that  others  would  say  that  you  can  get  this  by 
visiting  the  unit  commander  but  this  can  be  cold  and  insufficient.  Facts 
gathered  from  a  sheet  of  paper  on  a  man  and  those  gathered  over  a  period  of 
time  from  working  with  a  unit  on  a  personal  basis  are  different.  I  am 
firmly  convinced  that  there  is  no  substitute  for  personal  relationship  built 
up  through  frequent  contacts  by  unit  chaplains  .  .  . 

I  have  not  commented  upon  denominational  coverage  since  sensible  co-ord- 
ination would  have  to  be  used  to  arrange  this  under  either  of  the  two  systems. 
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2.  Efficiency  of  Coverage:  Some  of  the  comments  above  pertain  to  this 
subject  but  certain  points  need  to  be  emphasized.  It  is  one  thing  to  have 
the  services  and  skills  of  a  chaplain  available  for  use  but  it  is  another 
thing  to  have  these  skills  be  of  deepest  possible  benefit  to  personnel.  The 
point  I  would  make  is  that  the  personal  approach  is  important  in  all  human 
affairs  except  for  the  mechanical  and  the  extremely  objective.  Me  may  not 
care  where  we  purchase  our  gasoline  and  on  the  other  hand  even  personal  rea- 
sons often  exist  for  causing  us  to  go  up  to  stations  selling  a  given  brand 
of  product.  Further,  there  may  be  a  man  we  know  and  like,, who  is  selling  the 
gasoline,  which  causes  us  to  return  to  a  particular  station.  In  the  area  of 
medicine  today  doctors  are  urged  to  remember  the  importance  of  the  general 
practicioner.  In  the  field  of  medicine  the  personal  needs  and  interests  of 
the  patient  have  been  found  to  be  worthy  of  great  consideration  by  the  attend- 
ing physician. 

There  are  personal  problems,  religious  worship  needs,  and  learning  ex- 
periences, as  well  as  other  needs,  with  which  a  chaplain  can  give  high  degrees 
of  assistance.  You  find  but  few  motorists  who  fail  to  obtain  fuel  for  their 
automobiles  when  it  is  needed.  Perhaps  a  higher  number  of  persons  fail  to 
obtain  medical  help  when  they  need  it.  But  in  the  area  of  needs  with  which 
a  chaplain  may  assist  a  high  percentage  fail  to  seek  help.  In  so  many  in- 
stances, before  a  person  will  seek  help  from  a  chaplain,  he  must  know  and  have 
confidence  in  the  chaplain.  This  quality  can  be  called  rapport.  It  comes 
from  working  together,  from  observation,  from  knowing  and  from  being  known  by 
individuals  in  a  unit.  It  also  comes  when  N  C  Os  and  officers  are  able  to 
make  a  personal  recommendation  and  when  the  one  making  the  recommendation  can 
be  sure  that  the  chaplain  will  do  a  good  piece  of  work  and  follow  through 
with  a  maintained  interest.  Ch  (Lt  Col)  Bell  made  a  comment  which  was  related 
to  this  very  principle,  "The  chaplain  by  virtue  of  his  job  is  a  leader.  To 
carry  out  his  leadership  role  he  must  be  seen  frequently  enough  and  known  well 
enough  to  have  men  analyze  him  and  see  in  him  the  qualities  which  they  know  are 
worth  following.  I  doubt  that  this  can  be  done  in  the  "pool11  concept." 

3.  Credits:  Chaplain  (Lt  Col)  James  Fiser,  Division  Chaplain  of  the  2nd 
Infantry  Division  at  Fort  Benning,  Georgia,  is  said  to  have  prepared  a  rather 
detailed  study  of  this  problem  and  is  to  have  recommended  unit  assignment.  I 
wish  to  express  appreciation  to  Chaplains  Bell,  Cagle  and  Goldie  for  permitting 
me  to  use  their  statements.  Also  appreciated  is  the  advise  given  to  me  by 
Chaplain  (Maj)  Henry  0.  Kitterman,  member  of  the  U  S  Ar^y  Chaplain  School  fac- 
ulty, who  was  my  advisor  for  this  study. 
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